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Abstract
Economic reasoning may be able to describe precisely what the outcome should be regarding efficiency and augmenting
shareholder value, but falls short to understand why the outcome frequently turns out to be so different from what is expected.
From a psychoanalytical perspective multinational companies are also influenced by the uniquely personal unconscious
instincts and drives of their employees. To demonstrate this position this paper presents an interdisciplinary case study of an
the coordination mechanism of multinational companies complement and contrast the consulting issues of the client, a middle
manager of the company in question. The case analysis shows that organizational structures are installed to prevent 
unconscious fantasies from becoming conscious. Paradoxically, this process undermines the organizational structure, for the
split-off material affects the company unpredictably.
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1. Interdisciplinary single-case study: Aims and methods
1.1. Guiding research question
The interdisciplinary single-case study is carried out in a junctim between counselling and research (Freud,
1927; Nitzschke, 1994; Bartunek, 2008
psychodynamics, i. e. his uniquely personal unconscious instincts and drives may have on the organizational
structure and corporate culture of a multinational company.
1.2. Intersubjectivity (transference and countertransference) as a means of gathering, processing, verifying 
and interpreting data
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Intersubjectivity in psychodynamic coaching is based on a living relationship between the coach and client. 
The skills of tuning in to the affects of clients and empathizing with them on an affective level (affect attunement 
and affect sharing; Fonagy et al, 2004, Franz & West-Leuer, 2008) are means of gathering data, while verbal and 
nonverbal expression of affect also serves the purpose of processing and verifying such data. 
feelings and empathy also flow into this process as data. In order to utilize the insights gained for the coaching 
intervention, they are discussed and interpreted with the client in selective feedback processes (West-Leuer, 
2003; Ott & West-Leuer, 2003). As a result, new intersubjective and intrapsychic experiences may emerge which 
help understand that the coordination mechanisms of a multinational company may not function as they should 
from an economics` point of view. 
 
1.3. Document analysis as a method of interdisciplinary qualitative investigation 
 
The mission of the psychoanalytical interpretation is to analyse and understand the unconscious instincts and 
drives hidden behind an individual c
derange organisational structure and procedure, the coordination mechanisms of the multinational company 
concerned have to be examined. In a first step a theoretical study of the publicly accessible literature 
documenting the corporate culture here called Keyacom  Inc. is carried through (Mayring, 1993). In a second 
procedures in three case vignettes gathered during the coaching process.  
 
2. First case vignette: authority conflicts in a matrix structure 
 
2.1. Organizational structure of Keyacom Inc. 
 
Keyacom Inc. was established in 2002 as an independent stock-market listed spin-off company from a 
recently merged industrial conglomerate. 
 Its corporate headquarters are located in the South of the US. The company has a global presence and 
serves more than 50,000 customers in more than 25 sectors. 
Keyacom Inc. is organized in an integrated product structure with three segments (Business Units).  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 1. Product grouping at level 1 
 
 All names of individuals and companies are synonyms. 
Corporate 
Office 
 
BU I 
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Products 
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BU III 
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Within the Business Units, segment-specific subsidiaries operate under a strong brand with clearly delineated 
product offerings. These in turn are subdivided into divisions and national branches for different market 
segments. Thus the high complexity of Keyacom Inc. is progressively reduced as proximity to the market 
increases. The lowest level always consists of relatively undiversified national companies with a predominantly 
functional organizational structure and of a manageable size (fewer than 200 employees).  
 The description begins at the 
and fans out progressively downwards in the 
direction of the market. The units printed in italics on each level are further subdivided on the level below, until 
Level 4 finally shows a national subsidiary with direct customer contact, which represents the final extremity of 
the subdivided structure.  
distributed. different 
market and product-line focuses: Degeta Technologies, Comest and Bitumen Technologies (Figure 1). On the 
level down, Degeta Technologies on Level 2 has 15 different product lines and serves the largest segment. The 
headquarters of Degeta Technologies in New York State include an international sales Department. Degeta 
Technologies is organized in a global matrix structure. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Figure 2. Market-regions matrix at level 2 
 
Degeta Europe, Middle East, India and Africa (EMEIA) on the next level down, Level 3, is managed from 
headquarters in France. It comprises five national companies in France, Germany, the United Kingdom, Dubai 
(UAE) and India. Finally, at the lowest level, Level 4, Degeta GmbH is headquartered in Germany. On the one 
hand, it is directly assigned to the headquarters of Degeta EMEIA on Level 3, and on the other hand, to 
international sales Department of the headquarters in New York State on Level 2 .  
 
  
Centralized Functions 
(Finance / Sales / HR) 
America EMEIA Asia 
PG 1 
PG 2 
PG 3 
505 Beate West-Leuer and Eva-Maria John /  Procedia - Social and Behavioral Sciences  82 ( 2013 )  502 – 510 
2.2. Corresponding psychodynamics  
 
Mr Adam repeatedly brings up the subject of conflicts with the Managing Director of the EMEIA division 
(Level 3) who fulfils the joint role of Managing Director of the French subsidiary (Level 4). The latter is pushing 
Mr Adam to promote the distribution of a special product which is produced in France and sold in Germany. Mr 
Adam has been told to instruct his product managers accordingly, but in his eyes, laying so much weight on a 
special product is unwise from a strategic viewpoint. Within this conflict, Mr Adam has the verbal support of the 
North American Head of Sales at the New York State headquarters (Level 2), whereas the German Managing 
Director wants him to adhere to the directives coming from France. 
Adam was employed in a matrix organization, she has thought of it in terms of linear structures: Mr Adam 
reports to the German Managing Director (Level 4), who reports to the French Managing Director of the EMEIA 
division (Level 3), who reports to the CEO at the headquarters of Degeta Technologies in New York State (Level 
2).  Following the written presentation of the organizational structure analysis, the counsellor can no longer 
North American Head of Sales in New York State. In order to make this complex conflict understandable, Mr 
Adam explains that the French Managing Director of the EMEIA division will turn 65 and retire at year-end. 
However, his German boss, Mr Martin, a man in his mid-50s, has little prospect of stepping into his shoes. At the 
same time, the North American Head of Sales, a man in his mid-
become the future CEO of Degeta Technologies in New York State. 
Identifying with the German Managing Director, the counsellor suspects that Mr Martin envies the two young 
Heads of Sales who are apparently making their way effortlessly to the top. Mr Martin has always felt like a 
company foot-soldier who has spent many years doing his duty conscientiously. Initially a Head of Sales like Mr 
Adam, he was thrust unceremoniously into the Managing Director role when his predecessor was arrested for 
corporate fraud and escorted off in handcuffs by the police. 
must fear the loss his authority. If Mr Martin subscribes to the belief that  
career.  
American Head of Sales. In dialogue the realization dawns that by his conflict avoidance Mr Adam is protecting 
himself from destroying his paradoxical wish to prove himself as a more competent Head of Sales than his boss 
was, and even to earn recognition as such from Mr Martin. On close reflection on this behaviour, he finds a 
mixture of realistic behaviour towards his boss and a reproduction of family-based scenarios. 
mind, the German Managing Director is a composite of two people: he embodies both a real person in the role of 
line-manager, and an intrapsychological father-representation. The latter is unconscious, whereas the other real 
role is consciously dominant (Lorenzer, 1973, 1995). Assuming that this enactment is constructed 
intersubjectively, Mr Martin  in projective identification with a father imago  is colluding in the game. In order 
Mr Adam (Winnicott, 1965). Experience shows, however, that only the rarest of bosses is capable of adjusting to 
these requirements of progressive succession planning: most find it virtually impossible to support their 
successors in any enterprise likely to supersede what they themselves have achieved (West-Leuer, 2007).  
The matrix structure adds to the complexity of the conflict between Mr Adam and Mr Martin. Through his 
idealizing identification with the North American Head of Sales and future CEO of Degeta International, Mr 
Adam is able  without any contribution or effort on his own part  to feel superior to his boss and unconsciously 
denigrate his long-term contribution to the company. Mr Martin will sense this nonverbal denigration, and 
furthermore, his powerlessness and inability to influence the promotion strategies in the USA will leave him 
feeling helpless and passed over. He can compensate on the surrogate national level for the fact that on the 
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3. Second case vignette: Ancounters in a formalized sphere 
 
3.1. Structural uniformity  
 
Keyacom Inc. operates 104 branches in 26 locations worldwide. The interorganizational coordination of these 
 hierarchical directives, 
coordination with bureaucratic instruments, and corporate culture or corporate identity. Structural integration (SI) 
is high because heavy use of coordination instruments takes place worldwide. Structural differentiation (SD) is 
correspondingly low as there is little variance in how the different subsidiaries are managed. Thus Keyacom Inc. 
can be assigned to the ideal-  all subsidiaries are tightly 
coordinated worldwide with the same control mechanisms (Goshal & Nohria, 1993).  
Very strong formalization: 
 On the basis of 
a Six Sigma training course the now mature Total Customer Value Program was initiated, which is still 
implemented worldwide. This is reported to contribute to efficiency gains, even and especially in newly acquired 
companies. At the same time, Keyacom Inc. pursues a consistent shareholder value approach and is taking the 
following steps in response to the current economic crisis: global staff cuts of ten per cent, wage freezes, 
introduction of short-time working and ad hoc cost controls in addition to process optimization. 
 
3.2. Corresponding psychodynamics   
 
In the course of the coaching, Mr Adam suggests that the counsellor should visit the company. The office 
building is not very large. 
glazed fa  The counsellor is especially keen to see the production facility. 
recollections of her factory internship in the metalworking industry, production shops are vast, noisy halls which 
smell of oil and metal, in which employees carry out piecework at individual machines or on a conveyor line.  
Things are different here: the counsellor is shown around impeccably orderly warehouses of such cleanliness 
l bench Mr Adam opens the 
drawers to demonstrate how they are fitted with foam inserts in which the exact contours of each tool have been 
punched out. It is obvious at a glance if any employee has forgotten to put a certain tool back in its place. Only a 
few people work in this hall. Most workers are busy overseeing several machines. Mr Adam shows me an 
especially ingenious and clearly structured organization system for a small gasket. The employee who developed 
this organization system was honoured with a prize. Another suggested reconfiguring the layout of the machine 
park to shorten the distances covered during production, with the result that less time is wasted transporting items 
around inefficiently. All employees are urged to suggest improvements, and receive bonus payments if their 
suggestions are practicable. Suggestion boxes are mounted prominently in several places for employees to submit 
their suggested improvements. Affixed to the stock shelves are A4 sheets in plastic covers with checklists which 
give a transparent and systematic account of the exact status of production. The counsellor reflects on how she 
could set up similarly neat and transparent practices in her office. 
 Later the counsellor sees, almost with relief, that his office is not quite so perfectly 
  
One thing strikes the counsellor only back at home: the tour started with a breach of the rules. Although the 
counsellor had to wear eye-shields, she was not forced to put on a regulation hard hat. in our case we 
external, must wear both eye-protectors and a hard hat.  
How can this rule-breaking be interpreted? The perfectionistic and heavily controlling production system 
-identity, which can be described in the words: 
what I can  Such an ego-definition is cultivated by a strict superego with a perfectionist ego-ideal, which 
is reinforced accordingly by the company. The underlying assumptions of Lean Production, Total Quality 
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Maintenance and the Total Customer Value Program are that the greatest possible productivity and efficiency can 
be generated by means of structural uniformity, in the form of strong formalization, normative centralization and 
a minimum of differentiation. on and control largely matches his 
otherwise succumb.  
Companies structured according to the principles outlined above try to inhibit primary-process-based actions 
and behaviour in their employees with constant pressure to conform to ever changing environments (Brunner, 
2008). For primary-process-based instincts and drives are not only creative but also destructive impulses which 
influence our behavioural patterns from early childhood onwards. Perhaps companies with this kind of glass-wall 
management and their demands for transparency, open communication, charts and checksheets are doing 
themselves in some respects a disservice in the long run. If opportunities for unstructured creativity are too 
  
 
4. Case vignette three: corporate culture in hiring practice 
 
4.1. Structural uniformity (continued) 
 
Very high normative integration: All directors, officers and employees of Keyacom Inc. have to sign a Code 
of Business Conduct on joining the firm, in which they undertake to abide by very comprehensive ethical 
standards and values. Strict sanctions are applied if these are breached  the most severe being dismissal. One of 
. A protestant church ethos is enforced in the corporate 
culture by the members of management. The orientation to traditional family values is modelled by the 
management team in that all six members of senior management are married men with several children. Two 
senior managers document their church affiliations  and all senior managers undertake 
some sort of community work in their free time. The internet presentation makes explicit reference to these 
shared values and beliefs:  
 
 nt than our commitment to ethical behaviour and sound 
corporate governance. These principles are our most important asset as we seek the trust of our 
 
 
-hour Integrity 
Hotline for the reporting of non-compliant behaviour.  
degree of formalization and its strong protestant norms: both control instruments  the standardized TQ processes 
 oblige employees to comply absolutely with (explicit) rules and place less 
ence. 
At the same time, both the formalization and the normative integration impose a demand for absolute 
transparency.  
Tendencies towards centralization: 
 (Keyacom Inc. Code of Business Conduct: Preamble). This means that the 
reporting structure doubles up as a person-based hierarchy. Strong incentives may be identified to create 
transparency and, linked with that, to implement person-targeted control mechanisms.  
Very low structural differentiation: All the coordination instruments are applicable worldwide to all members 
of the Keyacom Inc. network, regardless of the cultural context in which the particular national branch is 
embedded. 
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4.2. Corresponding psychodynamics  
 
 Product Manager position 
in the Degeta Sales Department with an applicant who is familiar with the products. This applicant had 
previously worked for a Degeta customer. Mr Adam knows the applicant and considers him eminently suitable to 
work in his team. He talks about a stroke of luck for Degeta that he managed to persuade him to apply for the 
vacant position. He conducts the hiring interview with Mr Martin. Although the professional profile and overall 
impression are positive, Mr Martin refuses to approve the hiring of the applicant. The young man has long hair 
which is tied back in a ponytail. Later Mr. Martin tells Mr Adam that he has already said to the French Division 
Head of  EMEIA : 
 Although Mr Adam mentions this conversation, he nevertheless reconciles himself to 
the discrimination against his preferred candidate with relative composure. From a psychodynamic viewpoint the 
moral aspect of this discrimination is secondary. Of interest is the question what this incident reveals about the 
corporate culture and about the relation between Mr Adam and  Mr Martin.  
t church ideas. With its 
 traditions in 
which long hair is deemed to be a distinctively female attribute. Choosing a hairstyle predominantly worn by 
females is more than a fashion choice, however. Men with ponytails are a double provocation. 
native German, the word ponytail (Pferdeschwanz Schwanz)  which also happens to 
be a slang reference to the penis. A horse`s penis symbolizes strength and virility. But this hairstyle also tempts 
people to ascribe to the wearer a special empathy with the female psyche. 
 or so it would seem  not by forceful penetration but by sensitive rapprochement.  
 why does Mr Martin embrace an interpretation of the 
mark of mental health (Quindeau, 2008, p. 97)? What does Mr Martin fear from a ponytailed colleague? In the 
Hamlet production by Michael Grandage at the Broadhurst Theatre in NYC in October 2009 (with Jude Law in 
 
dilemma and, unlike Ophelia whose relationship with Hamlet seems very ethereal and not particularly sensual, 
also touches him physically. Translated into the context of an organization which employs almost exclusively 
men, a ponytail on a colleague might not be seen as the ability to empathize with the female psyche but as actual 
identification with it. That is, fear-provoking bisexual and homoerotic aspects are projected onto the ponytailed 
outsider and, by association, onto his supporters. By discriminating against and rejecting the candidate, potential 
 in harmony with the 
literalistic Bible interpretation favoured by the evangelical-free church tradition in which the company is rooted. 
-  
(West-Leuer, 2009). In addition, an applicant who presents himself at a job interview with a hairstyle that signals 
 Thus he appears to be 
a threat: it seems as if, at any moment, he could trigger an explosion of the powder-keg of blocked up aggression 
that has built up in the organization as a result of overregulation and overcontrol. This threat rebounds on Mr 
Adam in projective identification: if he is to escape fears of persecution and paranoid feelings of anxiety, he 
cannot stand up for his candidate (Morgenthaler, 1984, p. 134).  
 
4. Summary  
 
The case vignettes give an account of inconsistencies between theory and practice of business reality. The 
relationship between the consultant and client becomes a place in which unconscious aspects of practices within 
the company can surface and become conscious.  
of high structural uniformity. The control mechanisms applied on all branches of Keyacom are very strong 
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formalization and very high normative integration. Formalization is supported by a Total Customer Value 
Program, normative integration is encouraged by a Code of Business Conduct, which all directors, officers and 
employees have to sign. Little respect is paid to the regional cultural context or to diversity. Formalization and 
normative integration impose a demand for absolute transparency.  
However, the case vignettes contrast this demand for transparency. They show how interactions between the 
employees of Degeta Germany are influenced to some extent by uniquely personal, unconscious urges. This leads 
to the conclusion that the splitting of private-subjective identity from professional identity is an illusion. The 
rational self, whic
(Brunner, 2008, p. 99), is not just a contradiction in itself; it can also be seen as a kind of cover-up model of an 
ideal employee developed and propagated by a collective unconscious not only to avoid unpleasant feelings of 
guilt and shame. Its purpose is also to inhibit individual instincts und drives (primary processes) and thus to make 
it easier for the management to direct employees to conform to the rules of the capitalist market (Erdheim, 1984; 
West-Leuer, 2009). Organizational structures are instituted in order to prevent unconscious fantasies instincts and 
drives from becoming conscious and to ensure that, as far as possible, they are split off. Paradoxically, this very 
 for the effects of 
split-off material are considerably more unpredictable (West-Leuer, 2011).  
 
5. Conclusion 
 
During a restructuring of Degeta Technologies on Level 3 Mr Adam was offered a career as global sales 
manager of one of the product lines at Keyacom Inc. He was able to decline this offer with doing damage to his 
career at Degeta. When he was promoted to the position of Managing Director of Degeta EMEIA, he strongly 
recommended and implemented psychodynamic coaching for his middle managers, the Heads of Production, 
-reflective management 
and leadership style for the company as well as for the individuals in his team.   
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